ESSAYS

As indicated in the introduction, I have 2 tables, one that indicates 3 contributors to poor
performance in each of the 4 domains, and another that provides recommendations for
how to treat those problems. A few preliminary explanations are in order, with others
presented just after the table.

The first issue, fixed leader belief system, refers to a tendency for leaders to have rigid
ways of going about their job based on an underlying philosophy. By follower
restrictive tacit assumptions I mean the thought processes of which they are unaware,
but which dictate how they should act in order to be
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DOMAIN/ | Education Managemen | Counseling | Arts Common
CONCERN t themes/
results
Fixed leader | Content Projection One school | Apprentice | Lack of
belief only; and of model resources
system discipline- standard therapeutic
based resources thought;
UFT
Follower No time, no | Various Childhood- | Don’t have Lack of
restrictive process, no | preconcep- | based & anything progress
tacit recourse tions, superimpose | new to
assumption political don therapy | express;
s especially copy others
Leader- L plays “I'm | L has Model | Hiding L has Theoretical
follower the expert”); | I values behind the | unrealistic abuse;F
dynamics insists F (plays transference | expectations | loses
“pay dues” | power ; double confidence;
to the game) binds performance
discipline anxiety
THE WAYS OUT: LEADER GOES FIRST
Paradigm Developmen | Customized | Dialectical Process Takes cues
shift; macro | t-based resources thinking model from
change structural fqllow_ers wrt
presentation diversity of
need
Interventions | Problem- Justin time | Critical Encourage F | Surfaces
into follower | solving mentoring: | incidents; self- follower
micro system; informs, growth- expression | assumptions
processes coaching, guides, comfort from the ; liberates
prompting | gives balancing start and
feedback EMmpowers
Change Investigate F | Adopt (L) Undergo | Give F space | L learns
dynamics reasoning Model II counseling | to develop from F and
values & be | for CT grows as a
confrontable result
Meta goals  learn to learn leader skills ~ change/grow  become creative

By referring to meta goals, I am making a distinction between a particular project and
the domain itself. The goal is to solve the problem (education, management), work on a
specific issue (counseling), or fashion a work of art. Meta objectives transcend the
individual projects or problems, which are then seen mainly as vehicles for self-
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transformation. So becoming a creative artist would, for example, be a meta goal as
would achieving personal growth.

Key to table:

L = leader; F = follower; CT = counter transference; UFT = universal formalistic
thinking

Explanations of technical terms:

1.

Theoretical abuse, a term introduced by Michael Basseches in the context of
psychotherapy, can be generalized to refer to the attempt of a more powerful and
less vulnerable individual in a dyad to impose his or her views on the less powerful
and more vulnerable person. This concept applies to a variety of contexts. In
counseling, it is particularly egregious when a therapist fails to elicit and elucidate
the client’s perceptions and conclusions to their fullest extent. In education and
specifically in mathematical contexts, instructors often proffer premature
explanations for the “answer,” in place of spending the time to understand student
reasoning. Mentoring also has the potential for this kind of abuse (see O’'Neill &
Sankowsky, 2001). There are all sorts of pernicious follower psychological reactions
to leader theoretical abuse, as I have detailed in several essays.

Model I and Model I values (and subsequent behavioral strategies) are terms from the
work of Harvard’s Chris Argyris, a renowned organizational scholar. Paraphrasing
very briefly, Model I values are “in use” (though rarely espoused) generally when
individuals feel threatened, e.g. in a political context or in a situation that has the
potential to turn confrontational. They include the appearance of rationality, control
over the encounter, and “winning.” Model II values, on the other hand, focus on
getting at the truth, especially at the reasons behind organizational as well as
individual dysfunction. I refer to these systems more fully in various essays
appearing on this site as well as in several published articles. Anyone interested in
learning more about Argyris’ theory of organizational action will benefit from
reading his books referenced in my articles.

Transference comes from the psychoanalytic literature. Roughly speaking, it posits
that clients respond to therapists in a symbolic manner to varying degrees —i.e.
clients play out some of their lifelong issues in the therapy setting with therapists
effectively in the role of surrogate parents. Counter transference is the therapist’s
symbolic reaction to working with a given client or simply to the role itself. Left
“untreated,” it can cause a therapist to misdiagnose and/or engage in theoretical
abuse.

UFT means universal-formalistic thinking, the belief in one set of natural laws and a
best way to proceed once circumstances are defined. Dialectical thinking, on the
other hand, sees laws as in process so that at any one time, there may be a best way,
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but there is no single best way for all times. More about this distinction will appear
in various essays.

Further explanations, column by column:

EDUCATION: Instructors often tacitly assume they must stick entirely to the content,
utilizing their schooling and expertise. They thus follow a paradigm of instructional
delivery that is discipline-based. This may inadvertently limit resources for students,
who frequently need structural and psychological aspects of learning factored in —
especially in technical courses, as several essays will discuss. Thus, I argue that students
need an instructional delivery that is development based (meaning that it operates on all
three levels).

While this is going on, students tend to box themselves in with expectations of learning
and problem-solving: “I either get it or I don’t”; the assumptions listed underlie this.
Instructors can help them get unstuck by using the 3I's: informing, identifying, and
intervening. The essays will elaborate on this issue, as do several articles previously
published.

In the interpersonal sphere, some instructors have an implacable stance; they are, to be
sure, the experts. They expect students to come to the discipline eager to learn. When
this does not happen, especially in quantitative methods courses, instructors can turn
hostile or withdrawn. Ibelieve it is incumbent upon us as educators to investigate
students” anxiety and lack of interest about the course as a whole and about any errors
in problem solving they may commit along the way.

MANAGEMENT: When I indicate projection and standardization of resources as
typical managerial stances, I am noting the inherently political nature of most
organizations. Projection manifests itself in this setting in managers’ feeling that the
resources they had received along the way should also suffice for their subordinates ("no
one should get more than I got”). Politically, managers see their advancement
opportunities within informal networks and from their own bosses. The result is a
tendency to treat subordinates as a group with a standardized set of resources for
individuals. How can they reorient so as to help their charges more effectively? Colette
Dumas and I have proposed a customized paradigm of leadership, one that reflects the
diversity of follower needs. This paper is included as one of the essays.

Subordinates tie themselves in knots when they are ruled by preconceptions about the
workplace in general and about their organization in particular. They need information
to dispel these beliefs. What works quite efficiently is informal mentoring, with just in
time knowledge.

Managers typically adopt the Model I values alluded to earlier in dealing with problem
situations. These include follower non routine requests, follower poor performance, and
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general follower dissatisfaction. If they can be trained to go the Model II route, much of
the usual rationalization of organizational dysfunction is circumvented.

COUNSELING: When therapists are rigidly applying one school of thought in their
practice, they may miss opportunities to help clients, effectively denying the existence of
diversity of client need as well as closing themselves from learning. I experienced the
one size fits all approach in learning primal therapy, a clinical treatment method. The
great failure of the Primal Institute to integrate with the mainstream of psychotherapy
reflected its position of being the only “cure for neurosis.” I found, however, that many
clients could not “do” the therapy unless they could connect to other avenues of
treatment as well, i.e. unless they put primal therapy in a wider context.

As far as restrictive self-imposed assumptions go, nowhere is this more apparent than in
counseling. In this setting, barriers to growth are ultimately rooted in childhood
adaptations to parental rejections. The way out involves a host of methodologies. 1
discuss two that are common to many schools of therapeutic thought: setting up or
taking advantage of critical incidents in which an intervention moves the client away
from a maladaptive automatic response to a fuller experience of a scenario typically
perceived as threatening. A concomitant issue that emerges from managing such
incidents is the balance between growth and comfort within the treatment setting. Two
essays on counseling develop these ideas in greater depth.

Therapists have the power to turn client thinking upside down because of the power of
the transference: not only are they typically perceived as having expertise in an almost
mythical domain, but the nature of their interaction with clients makes clients hunger
for their approval, often to get what a parent failed to provide in terms of understanding
and caring. The boundaries here are very tricky. For example, therapists who withhold
something the client thinks s/he needs may do so in the interest of the client, to bring
the old psychological wounds to the surface. On the other hand, the therapist may do so
out of his or her own needs, hiding them behind the counseling “cloth.” The way out?
Physician, heal thyself. Many counselors seek to work on their own issues with their
own therapists. In an article on the reference list, I suggested that counselors go beyond
the norms of the profession, on occasion, and acknowledge their contributions to
difficulties within their relationship with a client.

THE ARTS: A standard model for teaching in the graphic arts is the technique-based
Apprentice Model. The idea is that one must master the basics first. I have found from
my own struggles and triumphs in this venue that more flexible sequencing may be
more helpful. In my case, as some essays will indicate, I let the medium guide me, with
technical mastery coming later. In general, tuning into the student is as powerful for the
artist qua teacher as it is in other venues.

Apprentice artists (or art students) can tie themselves in knots with their expectations of
self and other assumptions. They look at great artists” work and either become
paralyzed or turn into copy machines. For the master/teacher, encouraging them to
find their own voice without becoming impatient or judgmental often proves difficult:
the master qua mentor may feel that the student’s accomplishments reflect on his or her
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stewardship and may share some lofty preconceptions. Teaching in this context requires
letting students in, humbly sharing one’s own fears while refraining from over
critiquing.

Nowhere perhaps is there a greater leader need from a protégé as in apprenticeship
models in general and the arts in particular. The battle of the egos may consume both
parties. It is incumbent upon the artist/teacher to reign in his or her approval seeking
when relating to the student.

These issues and others are the subjects of the following essays:
EDUCATION

Aspects of teaching

Theoretical abuse (in math education)

A reading article

A new approach to teaching math

In teaching mathematical subjects
MANAGEMENT

The dark side of mentoring

Personal power

A new paradigm of leadership (not yet on site)
COUNSELING

Communicational diversity in counseling

Growth-comfort balancing in therapy

Critical incidents

Therapy and theoretical abuse

Primal Institute: A case study (not yet on site)
ARTS

The three eyes and modern art

The process model

Notes & Art 2000

Art2
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